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REVOLUTIONS * EDUCATIONAL DIVERSITY CHAOS EXTREME 

AND COMPLEXITY 
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The response of the educational system (see Figure 1) to these explosions and revolutions, 
first at the college level, and now repeating xt^clf to some degree at the high school level 
has been at tiaeo and in some places excessively defensive and rigid (i.e., repressiveness 
issue). At other times and places, the system has surrendered to irrational pressures re- 
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ROLES OF SYSTEMS ANALYSIS 
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SYSTEM CONCEPTS AND IMPROVED 
PROBLEM-FINDING TOOLS 



Effective system renewal must be preceded by the self -renewal of those individuals most in- 
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FIGURE 3 



ORGANIZATION OF PAPER 

PART 1. ESSENTIAL ASPECTS OF SYSTEMS ANALYSIS 

» DEFINITION AND EVOLUTION 

• STEPS 

• CRITICAL ASPECTS 

PART II. SYSTEMS ANALYSIS IN _AN 
ORGA N NATIONAL CONTEXT 

• EDUCATIONAL MANAGEMENT AS A MULTI-LEVEL SYSTEM 

• EMERGING NEW TOOLS 

• FITTING TOOLS TO THE YSTEM AND ITS PROBLEMS 

PART III. TOWARD AN INTEGRATED UNDERSTANDING , 
TAILOREO' TOOLS, AND A NEW PERSPECTIV E 

• VALUE OF SYSTEMS ANALYSIS 
•PITFALLS AND LIMITATIONS 

• FUTURE IMPACT AND REORIENTATION OF THE TOOLS 

•TOWARD A NEW MANAGEMENT PERSPECTIVE FOR 
RENEWAL 
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DEFINITION OF SYSTEMS ANALYSIS 




* E. S. Quade and W. I. Boucher (eds.), Systems Analysis and Policy Planning (New York: American 

Elsevier Publishing Company, 1968), p. 2. 
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: 101 



n ukin g requires significant rethinking of the concept anc 7 of the typically used techniques 
(e.g», PPBS, cost/effectiveness) by analysts and educationax managers before they can be 
’’cost /effective” educational management aids. A number of key assumptions commonly glossed 
over by the new bried of ’’aerospace practitioners” must be reexamined, a few of which are 
identified on the following pages. 
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EVOLUTION AND STATUS 
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STEPS IN PROBLEM FINDING AND PROBLEM SOLVING 
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REVItW AND EVALUATE ACTION-PLAN ACTION-PLANNING ACTION-PLANNING ITERATION 

RESULTS A55EKCLED 
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*In some instances the analyst comes d^se to Xi-.lng up to H. G. l 
"a man who knows the price of everything and the value of nothing 



FIGURE 7 

A CLOSER LOOK AT THE BASIC STEPS TO GOOD PRACTICE 
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Inclusion of this step alleviates many of the problems associated with the common practice. 
First , it provides a background and context for the entire effort and the people associated 
with it. It becomes easier to pragmatically and relevantly characterize the problem to be 
addressed. Some of the major assumptions, requirements, criteria and measures can now be 
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tionary development . Here, the manager must substantially interact with specialized planning 
analysis and/or information-support personnel until he is sure that he understands the value, 
limitations and pitfalls associated with each alternative proposal, even the one recommended 
as the "best" or optimal alternative. 
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It Is beyond the scope of the paper to do more than highlight the critical aspects which 
(1) differentiate between systems analysis and ccst/effectiveness studies and (2) identify 
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Both types of effort have four aspects or dimensions: cost, effectivess, time and contin- 

gency. Often cost receives the greatest emphasis; at ite 'Torst, an analysis casts the manager 
in the role of a cynic who know the price of everything and the value of nothing. Multiple 
technical aspects of effectiveness usually are exclusively pursued to varying degrees by the 



analysis team which , if unencumbered by rational management guidance, will tend to evaluate 
the problem using only classic economic theory as a concept ;\al guide and either become absorbed 
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be comoletely useless If the past should not be prologue to the future* . Brief consideration 
of the contingency and time dimensions of a good analysis ni ay dic^ste the necessity to reject 
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MODEL SELECTION 
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INCREASING SPEED OF ANALYSIS AND ABSTRACTION 
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MASTER "SHOPPING LIST" OF AVAILABLE TOOLS AND PRACTICES 
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adapt the right set of tools from the "bag of tools". No one person is apt to be equally 
lmcvledgeable about the wide range of tools and practices available. Thus, an interdisciplinary 
team should be selectively assembled, as required, in order to assure that the right mix of 
tools is being applied to a systematically defined problem area. 
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CONTROL \ BUS TRANSPORTATION ANALYSIS 



Figure 13 
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side of Figure 12) will be required to define, analyze and alleviate these problems. To delay 
this task of learning to use and apply relevant but more complex management and systems tools 
is to risk a growing crisis of confidence. This paper is dedicated to reducing the managerial 
risk associated with their more timely application to the more complex . but high priority pro- 
blems facing the educational manager. 
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Figure 14 
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decicion-ffiaking prccess. Detailed and frequently unjustified assumptions are made about manage 
®ent problems in order to "optimize” computer support to the data management problems assumed 
to be of importance to the process of management decision making. Finally, systems analysis, 
as discussed in this paper, differs from the approach typicially used by behavioral scientists. 
They tend to focus exclusively on the human components within the organizational system, giving 
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Systems analysis today is used for a number of purposes, some of which relate more to 
survival ", 7, and 8) rather than to renewal: for example, (1) exploration of ends/means 

interactions; (2) clarification of objectives; (3) comparison of alternatives (cost/eff ectiveness 
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school five years hence, a major change in curriculum or organizational structure) 
as most of us have found, the future is not predictable. Finally, systems analysis 
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The future role and Impact of systems analysis In educational decision making and public 
policy decision making In general Is primarily dependent upon what contribution It makes to 
lap lemen table . relevant changes. Implementation of Improved decision making processes and 
educational services Is, In turn, dependent upon the ability to the analyst /management team 
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In regard to study objectives, the analyst tends to use the tool most familiar to him*, while 
the manager sees the entire analysis as a "justification" exercise or as a opportunity to 
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In regard to objectives, that analyst with little experience in analyzing organizational sys- 
tems tends to oversimplify the clarification process and/or focus on the first one found which 
also can bo quantitatively treated when defining organizational or program goals/objectives. 

In contrast, the manager has a complex set of personal and organizational objectives and a 
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from a qualitative data and tools orientation to a problem-to-be-studied orientation 
which may give equal or more weight to qualitative and less precise tools that are more 
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FIGURE 17 

FIRST STEPS TOWARD RENEWAL, USING A SYSTEMS PERSPECTIVE 
(SIMPLE AND PERSONAL TO COMPLEX AND ORGANIZATIONAL) 





















00 




















L»J 




















CL 




















ID 




















J— 




















LJ 














to 






ID 














21 






CL 














t— « 






J— 














Q 






00 














21 


J— 


















»— « 


CL 




Ul 














U. 


Ul 




D> 
















LJ 








00 










;r 


21 




t— 




_J 










UJ 


O 




< 




UJ 










5 


LJ 




CL 




Q 










00 






1 




O 










o 


z 




LJ 














CL 


_J 




>— H 


to 












CL 


O 




J— 


21 


to 












O 




CL 


• — t 


21 










CD 


Ul 




< 


>■ 






UJ 






UJ 


(_) 




CL 


_j 


o 




D> 






D> 


00 






o 


21 




*-* oo 






O 






Q 


00 


1 




j— s: 






CL 


21 




UJ 


ll 




C uj 






CL 


Ul 




Kl 


o 


1 




CL 






•>’ 


CL 




M 


21 


s: 




»-H OO 






*- 1 


o 




— J 


c 


UJ 




CJ >- 








s 




< 




— J 




»-H OO 






CL 






CL 


to 


CO 




H 






O 


* 




J— 


21 


o \— 




CL J- 






Ll 


• 


00 


Z 


*— ( 


CL 2! 




< z 








CD 


Ul 


o 


cl uj 




CL UJ 






00 


• 


s: 


to 


21 






:e 






M 


QJ 


CL 


Ul 


> — < 


Q UJ 




OO UJ 






OO 


' — 


o 


o 


U 


UJ tO 




Q tO 






>~ 




u 






CL C 




CL cC 






—1 


00 




o 


s: 


*— i Z 




< z 






< 


2 


—J 




UJ 


ZD <C 




3 






21 


<c 


<XL 


_J 


os: 




o 5 l 






< 


Ul 


21 




CO 


o 




H- 






00 


z: 


o 


00 1 


o 


o 










s: z: 


►-« 


M 


z . 


CL 


1 21 










UJ 00 


CL 


H; 


o - 


CL 


<C 

M 










l— *-* 


Ul 


< 


»— i ; 












oo 2 : 


CL 


M 


Y— i 


CL 


m oo H 








\ 


>- < 


X 


►— « 


< ' 


o 


< EH z 










00 D= 


UJ 


21 


^J i 


u_ 


DC 00 UJ 










o 




c 


►-h i 




>- j: 






OO 


to 


—1 Ul 


— J 


to 


z i 


00 


U 1 UJ 




to 


CL 


21 


< z: 


< 


CL 


C 1 


*— 1 


cx to 


z 


21 


O 


»— 4 


21 


21 


o 


to 1 


00 


z < 


o 


> — i 


in 


|— 


o to 


o 




CL 1 


>- 


>•< z 


> — 1 


21 


oo 


b 




M 


3 


O 1 


-J 


o < 


1— 


i— i 




h 




Ul 




< 


<oos 


< 


< 


CL 


00 


< > 


c 


21 


X 1 




ZD >— < 




CL 


o 




M _J 


M 




*~i 1 


<c 


CD 00 UJ 


o 


*- 


3 


b 


*-« O 


»— i 


Q 


CL 


1 


UJM 2 


CL 






21 OO 


21 


CL 


1— 1 


Ll 


Q CL 




s: 


UJ 


to 


c 


< 


< 


C 1 


_J 


<Uh 


00 


< 




CL 


to Q 


to 


3 


s: : 


UJ 


AAA 


o 


UJ 


o 


< 


CL Z 


CL 


O 




oo 


V V V 


o 


H- 


CL 


H- 


o < 


O 


J— 




rl 




CM 


ro 


*3- 


uo 


to 




CO 





S - — yi m—J Ni 



Ul __J 
>- < 
oo n 



< 

h- 3 



< < 



«=c cl 

z. I 
Q U 

M __J 

D* UJ 

►-* oo 

o 



z: uj 
uj cl 
to 

g£ 

a£ co 

00 



< CL 



< I- 
tO 00 
DC >- 
O 00 



o 




er|c - 50 - 

54 



USE OF PROFESSIONALS 
FEDERATION'S 

LOCAL LEARNING CORPORATIONS 

PERFORMANCE CONTRACTING \ SUBSTANTIAL CONTROL OF RENEWAL 
VOUCHER SYSTEMS I BY EXTERNAL GROUPS 
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If the educational manager is not leading the interdisciplinary analysis effort and ultimately 
involved In using resulting insights which may be derived from it to guide, for instance, the 
design and i nplementat ion of curriculum innovations, systematic system renewal will fail and 
this failure will continue to fuel more crises. 
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